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Freese and Nichols Team

• Alan D. Greer, P.E.
– 32 years of public infrastructure experience with Cities 

across Texas on planning, engineering, architecture and 
construction projects

• Linda Huff, P.E.
– 22 years of experience with the cities of Bryan and San 

Marcus in role of City Engineer and Public Works Director 

– 2.5 years with FNI working with Cities on CIP projects

• Juan Sierra, P.E., 
– 21 years of consulting engineering experience in the role of 

program manager on large projects like DFW airport and 
transportation engineering for TxDOT and Cities

• Kevin Johnson, P.E.
– 18 years of experience in engineering design, program 

management and construction services for Texas 
municipalities 

FNI Firm Experience

• 121 years of service 
in Texas

• 13 local offices in 
Texas, including El 
Paso

• Focus on Public 
Sector clients

• Currently working 
with over 185 
Municipalities in TX, 
OK, NC

• Full-service A/E 
Design, program 
management and 
environmental firm



Outline of Report

• Introduction

• Process Improvement

• Recommendations 

• 90-Day Implementation Plan



Summary of Presentation

Core Issues Limiting Success

• Planning

• Change Management

• Project Execution

Actions Moving Forward

• Recommendations

• 90-Day Plan



Core Issues Limiting Success
Planning

• Budgeting
– Operations and Maintenance (in FY2016)

– Inflation

– Soft Costs

– Architectural/Engineering

– Construction Phase Services

– Yearly Updates

• Scheduling
– Project Schedules

– Overall Program Schedules

– Cash-flow Projections

• Scoping of Projects

• Alternative Project Delivery

• Procurement

• Lack of processes and project controls



Core Issues Limiting Success
Change Management

• No change management processes for design 
and construction changes 

• Lack of project communication lead to delays 

• Chain of command was not followed on projects 

• Increased size of CIP and types of projects  

• Ordinance Changes:

– Landscape Ordinance 018026: June 2013

• Leadership changes at the City and Agencies: 

– TxDOT: 2013

– MPO: 2013

– City Manager: 2014

• Scoping of projects and use of Alternative 
Project Delivery



Core Issues Limiting Success
Project Execution

• Lack of defined processes

• Communications across Departments

• Communications with key partners (TxDOT, 
MPO, EPWU, franchise utilities)

• Formalized updates: (like recently 
implemented weekly updates and quarterly 
reports)

• Vertical bottle-necks in Organization

• Leadership and decision making by CID 
management

• Ineffective use of A/E’s during construction

• No formal mentoring, training or education

program to improve staff and processes



Actions Moving Forward
Recommendations

• CID Management
– Evaluate staffing and leadership
– Utilize 3rd Party program management

• Organizational Effectiveness
– Alignment into Public Works Organization

• Engineering/CIP Department
• Streets/Facility Maintenance Department
• User Department Sponsors

• CIP Delivery Process
– Process implementation & Project Controls
– Utilization of A/E-of-record
– Prioritize COEP projects based on technical merits

• Communications
– Communication process and Public Communication Plan

• Quality Control
– QC Plan: Design/Constructability reviews, Document control, utility 

coordination 
– Procurement, Scope of Work, Contract Documents
– Employee reviews and development



Actions Moving Forward
90-Day Implementation Plan

• Implement Processes
– Project Planning

– Communications 

– Change Management during 
Construction

• Hire 3rd Party for Program Mgmt
for defined programs
– TxDOT/MPO funded projects

– Streets Program

– Quality of Life Program

• Develop project controls
– Current assessment of projects

– Budgets and Schedules

– Tracking and Reporting

• Develop new public 
communications plan

• Engage A/E-of-Record during 
construction

• Develop City Liaison for utility 
coordination



Actions Moving Forward

• Complete all Proposed Recommendations 1 year

• Execute Implementation Plan 90 days

• Revisit Plan yearly and make modifications and prioritize new 
actions for FY2017



Questions

Alan D. Greer, P.E.

Vice President/West Division Manager

414 Executive Center Blvd., Suite 200-A

El Paso, Texas 79902

adg@freese.com

(915) 260-4380 office

(214) 507-0654 mobile

mailto:adg@freese.com

